UNITED STATES GENERAL ACCOUNTING OFFICE
WASHINGTON, D.C. 20348

TRANSPORTATION AND
CLAIMS DiVISION

B-145455 ' FEB 10 1975

The Honorable
The Secretary of Defense

Dear Mr. Secretary:

According to information provided by Headquarters, United
States Army, Europe (USAREUR), the military services have in-
curred potential costs of over $1 milliion during fiscal year
1974 for delays in unloading seavans at the Kaiserslautern
Cold Stores (KCS) warehouse in Germany. Because of increases
<n current seavan delay charges, the costs for fiscal year 1975
could exceed $1.8 million.

We believe the causes fcr this problem are essentially
(1) the warehouse has insufficient storage capacity and (2) the
agencies involved in the distribution system--the Defense Per-
sonnel Support Center (DPSC), the Eastern Area Military Traffic
Management Command (EAMTMC), the Military Sealift Command (MSC),
and USAREUR--are not coordinating their actions to insure an
orderly flow of goods to the warehouse.

BACAGROUND

The KCS warehouse, constructed in 1959, was designed to
store 440 short tons of refrigerated cargo. Since then the
amount of goods to be stcred there has expanded considerably,
principally because of increases in the amount and number of
items stocked.

Presently the warehouse can unload 15 seavans a day. When
the amount of goods to be unloaded exceeds the capability to
unload and store them, the seavans must e detained in the KCS
unloading yard, the German rail yards, or the ocean carrier port
facilities. wvepending on the type of transportation contract
involved, ocean carriers allow 3 to 4 days for unloading the
seavans without a penalty charge. Delays oceyond that are
chargeable at rates up to $60 a day.
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REQUISITIONING PROCEDURE

The United States Army Material Management Agency Europe
(USAMMAE) consolidates requisitions from commissaries and troop
supply activities and forwards them to DPSC in Philadelphia.
DPSC processes the orders to the depots and vendors in the con-
tinental United States and obtains movement instructions from
EAMTMC. MSC arranges for ocean transportation to Europe.
USAREUR coordinates the movement of the vans to the final desti-
nation,

A large packlog occurred in late 1973 and early 1974 when
USAREUR requisitioned, and DPSC procured, excessive Juantities
of chicken. In the summer of 1973, USAREUR ordered very large
quantities of chicken in anticipation of an increased demand
due to high peef prices.

In late summer 1974, USAREUR was told that the German
dealth Ministry would require certification, effective Novem-
oer 1, 1974, to restrict the import of frozen chicken. Again,
USAREUR ordered large guantities of chicken. The German Govern-
ment delayed implementation of the requirement, bDut the chicken
shipments could not be stopped. Unless such large orders are
coordinated througn the entire system, KCS has an unmanageable
workload and considerable seavan delay costs are incurred. Some
temporary relief has become available with the leasing of com-
mercial refrigerated storage space in Bremerhaven.

FINDINGS

during October and Wovember 1973, the backlog of KCS sea-
vans was about 145 a day. The seavans were held at KCS, German
rail yards, and the carriers' port facilities. As a result,
USAREUR instituted a blanket "port staging" policy which pro-
vided that KCS seavans be kept at the port until called forward.
Even with this extensive backlog, seavans continued to be shipped
to the warehouse and actions taken by the involved agencies did
not solve the problem.

On certain occasions, tne ocean carriers attempted to cor-
trect the problem. Sea-Land, for instance, placed an embargo on
seavan bookings for KCS whenever the in-country level reached
125 seavans.

On two occasions, July and October 1974, the backlog dropped
to a manageable level, assuming a daily backlog of not more than
55 seavans for KCS is manageable. we believe, however, that lack
of procurement funds, not managerial actions, caus2d the drop.




until m1d-1974 nmost of the seavans for KCS were delivered
py rail. KC5 is designed to unload seavans by rail on one side
of the warehouse and to load Army trucks on the otner side.
Since mid-1974, however, carriers have been delivering seavans
by truck and little use has peen made of the rail side.

EAMTMC has held numerous meetings with the agencies, but
the problem remains. There is a need for direct command com-
munications between the agencies and DOD to resolve the problem.

The backlog problems have cost the U.5. Government over
$1 million a year. 7Tne Army and Air Force Exchange Service had
similar problems during 1972 which caused them to institute a
seavan control procedure. (3ee enclosure.) This procedure
greatly reduced seavan detention at Army and Air Force Exchange
Service warehouses in Europe and might alleviate the KCS5 problem.

RECOMMENDATIONS

we recommend that DOD
--review the stock structure and space requirements at KCS;

--review the communications and coordination proceaures bhe-
tween DPSC, EAMIMC, and USAREUR to insure the vest possiole
flow of goods to KCS;

--estaoblish, as necessarv, direct command communications
between the agencies; and

--determine if more space and seavan unloading capability
could pbe obtained at less cost than the continued seavan
detention costs.

we would appreciate obeing advised of the actions taken on
these matters. As you know, section 236 of the Legislative Re-
organization Act of 1970 requires the head of a Federal agency
to submit a written statement on actions he has taken on our
recommendations to the hHouse and Senate Committees on Government
Operations not later than 60 days after tne date of the report
and to the House and Senate Committees on Appropriations with the
agency's first request for appropriations made more than 60 days
after the date of the report.
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we are sending copies of this report to the Director, Office
of Management and Budget: the Chairmen, Senate and House Commit-
tees on Appropriations, Armed Services, and Government Operations;
and tne Secretary of the Army.

Sincerely yours,
b Sulives
T. E. Sullivan

Director

Enclosure
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ENCLOSURE

a ESB No. 133 (50-5)

DEPARTMENTS OF THE ARMY AND THE AIR FORCE
HEADQUARTERS ARMY AND AIR FORCE EXCHANGE SERVICE

DALLAS, TEXAS 75222
-

Exchange Service Bulletin 15 Froruery 1974
No. 133 (50-5)

COMMERCIAL SEAVAN UNLOADING POLICY
GRCS: AAFES-1170, AAFES-1214 snd AAFES-1215)
Bupersedes £38 Ne. 100 (80-12), 19 Decomber 1972)

REPERENCE.
1. Militsry Sealift Command, RG-8, Container Agresment and Rate Guide 1 July 1073, ss smended.
PURPOSE AND APPLICABILITY.

2. This directive preseribes the policy, responsibility, mmmmmwumtum
after discharge at the overses port of debarkation.

3. The provisions of this directive are applicable to all MFESWH.MMMWW“WMM.
This directive does not apply’ 10 military-owned containers such s MILVANS and CONEXES.

DEFINITIONS.

4. Seavan it the military term that identifies an intermodal shipping container owned or leased by a commercial ocean
carrier. hqm“mm"-uuhmm'mmuhwmmuam"nam."

POLICY. -

8.  AAFES policy is 10 unload commercisi teavans at overssa destinations in the minimum amount of time in keeping
with sound economical and operational functions. Therefore, the maximum incountry ssavan level, & determined in
mmnmr is not 10 be considered an aptimum operating level. mmmmnum.-,
mmmbmﬁu :

s mmmmmmmmmmmmuunsuum
consignees by ocean carriers or military commands. ’

A ®. MntmmMum'thWESM“whmdmamd
twn-around t:me.

c.  Expedite receipt of merchandise munsmmummmmmm of
nsintaining acountability control and in-steck position.

RESPONSIBILITIES.
6. mlmmdmmhmammmm:
8. imhﬂwﬁcmmdoluwmhmunhmdm.

b. Meintsining continuing laison with military port and transportation personnel, ss well as with ocean carrier
represantatives, in order 10 identify and resolve problams affecting the receipt and onward movement of AAFES cargo.

c. !mb'-smn'umnmmmwo!mmhﬁmmnnm as
_ provided in paragraph 7.

d.  Anueipating an excessive seavan backlog condition by reviewing transceived or M-eapy vessel monifests and
aking immed st action 10 avoid excessive backlog or lessen the impact.
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¢. Reporting container backlogs in accordance with the provisions of this bulletin. The appropriate exchange
region headquarters wilt be designated as "'INFO:" addressee on reports from offshore exchanges.
PROCEDURES

7. . The maximum acceptable in-country level of loaded seavans will be established by using the following procedures:

s. Determine the number of days normally required !ov seavans 10 be delivered to the receiving activity after
discharge from the vessel at the port of debarkation. )

b. In conjunciion with the locsl port commander, ﬁmn&m the free time authorized for unloading seavans
without penalty. Normally, the free time authorized for unioading seavans is three days; however, in some areas the time
may vary from as littie as 48 hours 1o as much as 240 hours.

¢. Determine the maximum daily seavan unloading capability that can be maintained on a sustained and continuing

d. Compute the maximum acceptable in-country seavan level by adding the normal in-transit time (subparagraph a)
and wlhodud unioading time (subparagraph b) and muitiplying the sum by the daily unloading capability (subparegraph
e). .

EXAMPLE:

(1) Normal in-transit time from port @ S days

(2) Authorized unlosding time = 3 days

(3) Deily unloading capability = 10 seavans

(4) Computation: 5 days plus 3 days times 10 seavans = 80 seavans.

8.  When the maximum acceptable in-country seavan level is exceeded at the close of business for any calendar week and
the cxcess cannot be unloaded within the following seven calendar days, the data shown below (RCS: AAFES1170) will
be furnished HQ AAFES, ATTN: Distribution Division, by teletype. Subsequent reports will be rendered each week until

the excess backlog has been cleared. Reports will be consecutively numbered starting with “1.” When the backlog has been
cleared, the last report will show the word “final”* following the report number. A sample report is ghown at Annex A.

a2 Nmofuummh;\donnfmdwohmmk- .

b.  Number of seavans received during weak.

c.  Number of seavans unioaded during week. o

d.  Number of seavens on hand and date of last day of reporting week:-

.. Enablishd acceptable seavin level.

f.  Daily seavan unioading capability.

9. Summary of actions being taken i0 slleviate the backlog.

h.  Projected date when backiog will be eliminated.
9. Separate and distinct from the report identified in paragraph 8, s message report (RCS: AAFES-1214) will be
dispatched to HQ AAFES, ATTN: Distribution Division, each week outlining the status of all containers not returned to
the control of ocean carriers seven days after the expiration of the “tree time" alicwed (n the local area. Each report will

prowide the data shown below. Each report will be consecutively numbered siarting with “1” for the initial report. A
sample report is shown at Annex B.
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ENCLOSURE

Container number(s) and ocesn carvier.

b. Mo'mnl“nn‘pw.

o Data vessal discharged containers.

d. Number of days from discharge 10 report du's. .
o.  Reason for deley. : 4

f.  Date container(s) arvrived at depot.

¢ Projected date of relesse of container 10 0cesn casvier’s contiol.
10. When seavans are shipped from one Origin port 10 an everseas trarsit port(s) for dischargs and reloading on a8 feec
vessel(s) for delivery to the ultimate destination port, & requirement exists for oversss receiving exchanges to control ¢
containers. The ultimate destination region will record and control the disposition and call forward each seaven in 1
wansit port. For example, seavans manifested and discharged in Hong Kong, 8 transit port for Thailand Regio:
Exchange, will be controlied by the Thailand Regional Exchangs and called forward on a first-in, firstout basis. Whene:
any specific seavan remaing in 8 transit port longer then 14 days, 8 report (RCS: AAFES 1215} will be forwarded
message once cach week to HQ AAFES, ATTN: Distributien Division. Each report will be consecutively numbered a
will cantain the data shown below in the format shown in Annex C.

8. Container number(s) and ocean carrier.

b. Originating vessel and voyege number.

¢.  Transit port.

d. Date vesse! discharged at transit port.

o.  Number of days from discharge 10 report date.

1. Reason for in-transit delay. -

" @ Projecied date of transit with fesder vessel's name.

Projected date of srrivel at depot.

i.  Pvojected date of relesse of container(s) to ocean carvier’s control.

FOR THE COMMANDER:
.S /;!-E%

J. C. McMILLAN 3incl
Colonel, USA Annexes A, Band C
Chief of Statt . .
OPR: DD
DISTRISUTION:
A
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Ok,

SMITH, AC/S&D EXT 21

SUBJECT: RCS: AAFES-1215 REPORT NO. 1

A. 17876 SEA-LAND SERVICE, INC.
B. PHILADELPHIA - P-6722 .

C. HONG KONG

D. 20 JUNE 1973

E. 16 ‘

¥. VESSEL DAMAGED - BEING REPAIRED.

G. 6 .JULY 1973 - S/S CLAUDIA

H. 15 JULY 1973

I. 18 JULY 1973 N .
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